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INTRODUCTION 


On August 30, 1977, the Council of the Corporation of the City of Hamilton 
resolved to engage Currie, Coopers & Lybrand Ltd. to assist with the 
implementation of zero base budgeting with the following specific terms of 


reference: 


e Take responsibility for the preparation of a zero base budgeting 
manual for the City, complete with forms, to be used in this year's 


budgeting process. 


® Co-ordinate the budgeting process and all task force meetings. 
@ Be an active member on the task forces. 
@ Be a member of the co-ordinating committee and supervise preparation 


of the final budget. 


e Prepare a final report to the Board of Control with an independent 
opinion on the budgeting process as well as the appropriateness of the 


trade-offs selected in setting the 1978 budget. 


The above terms of reference have been satisfied and the 1978 budget has 
been prepared using zero base budgeting. A complete manual has been 
designed on the procedures followed and the forms used, and senior 


personnel have been trained in its use. 


This document is our final report on the zero base budgeting assignment for 
the City of Hamilton. It contains a review and evaluation of the 
implementation procedures and our recommendations for improving the 
budgeting process. We have also included recommendations for improvements 
in accounting, reporting and departmental effectiveness. It is intended 
that this final report be used as a working document for achieving further 


benefits from the zero base budgeting system now in place. 
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A DESCRIPTION OF ZERO BASE BUDGETING 


Zero base budgeting is an approach to the preparation of expenditure 


budgets that is based on two important premises: 


® that budget documentation should be prepared that makes a case for the 
funding being requested by managers, and that outlines the various 
alternatives available to elected officials who must decide on which 


requests will be approved, and 


& that final decisions can be arrived at more rationally by elected 
officials by allocating funds to municipal services and activities on 


the basis of priorities. 


These two premises reflect the areas in which changes must be made to 
traditional budgeting systems in order to implement the zero base approach. 
New documentation must be designed and introduced. New procedures must be 
followed, both for preparing budgets and for deciding how much funding to 


authorize. 


The initial emphasis in zero base budgeting is on the need to get managers 
effectively involved in preparing sound budget requests. Once these have 
been prepared, the emphasis changes to the review and evaluation that 
senior appointed and elected officials must carry out. The last step in 
the process is the ranking of all budget requests in an order of priority 


for funding. 


Zero base budgeting offers several significant advantages over traditional 
approaches. It requires that managers demonstrate that all areas covered 
by the budget are cost effective and are sufficiently productive. This 
enables senior managers and elected officials to determine and improve how 
city services are being managed. The new budgeting approach also requires 


that budget requests show the implications of a range of alternative 
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funding amounts. Elected officials may then choose the amounts of funding 
that relate to the levels of municipal services that best meet prevailing 


conditions. 


The City of Hamilton chose to implement zero base budgeting because of the 
advantages it offered, as explained above. The mayor, aldermen and 
controllers recognized the need to improve the cost effectiveness and 
productivity of municipal services. They also placed considerable 
importance on achieving a more flexible basis for making funding decisions. 
By implementing zero base budgeting, these objectives were achieved and the 
ground work has been laid for a system that will continue to provide 


further benefits in the future. 


ZERO BASE BUDGETING WAS IMPLEMENTED BASICALLY AS RECOMMENDED IN OUR 
PROPOSAL 


Zero base budgeting procedures were employed to prepare the 1978 budget of 

the City of Hamilton. All departments of the City's administration, except 
the municipal garage, participated, together with Hamilton Performing Arts 

Corp., Inc., Hamilton Public Library Board, and the Parking Authority. The 
program outlined in our proposal of August 5, 1977, was followed for the 


implementation, with only minor changes. 


The implementation of zero base budgeting was planned to be carried out in 


the following steps: 


® implementation structuring, 

s the zero base budgeting manual of forms and procedures, 
e the preparation of departmental budget submissions, and 
@ budget reviews and priority setting. 


These steps were designed before the consultants had been able to perform a 


detailed assessment of the city's budgeting procedures. Accordingly, 
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provision was made in the first step, implementation structuring, to 


perform an assessment and to make modifications on the basis of our 


findings. 


A discussion of the changes made to the program originally 


proposed are presented as follows. 


A. IMPLEMENTATION STRUCTURING 


The purpose of the implementation structuring phase was to design the 


approach that would be most appropriate to the circumstances of the 


City, to set objectives for the implementation and to establish a 


meaningful time schedule for the process. Some key decisions that 


were made at this stage are as follows: 


Currie,Coopers 


Managers were to be trained in larger groups than originally 
intended, and the training was planned for completion by the 


budget call date. 


The introduction of changes to basic accounting codes and regular 
departmental reports was to be postponed until after completion 
of the 1978 budget. The budget submissions were then to be used 


to identify changed information needs. 


A budget call date was tentatively set for October 28, 1977. 


The departmental identification and documentation of decision 
units were to be carried out initially during the training 
sessions and not left until after the budget call. This was done 
to shorten the elapsed time from the budget call to the 


submission of budget requests. 


The zero base budgeting manual of forms and procedures was to be 
completed by the budget call date and not issued sequentially by 


section as initially planned. 
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@ A budget support group was to be formed, consisting of five 
representatives from the Treasury Department, and the 
consultants. Its role was to monitor the budgeting process, to 
provide advice and assistance to departments in the preparation 
of submissions, and to serve as secretaries to the task force 


committees and the co-ordinating committee. 


® The five task force committees and the co-ordinating committee 
were to contain representation from the elected and appointed 
officials of the City, together with a representative from the 
Treasury Department serving as Secretary and a representative 
from Currie, Coopers & Lybrand Ltd. Further provision was made 
for a representative of MacGillivray & Co., the city auditors, to 


be a member of the co-ordinating committee. 


% The budget review and priority setting sequence was to flow from 
each department to its board or standing committee, where a 
review would be carried out. The standing committee meetings 
were to be open to the public. The budget submissions would then 
be forwarded to the appropriate task force committee for detailed 
examination and consolidation with other budgets. These meetings 
were not to be open to the public. The task force committee 
results would be forwarded to the co-ordinating committee for a 
further in camera review and final consolidated ranking. The 
draft City budget would then be forwarded to the Board of Control 
for evaluation, and a budget recommendation would then be made to 


City Council. 


Some of the decisions outlined above were made to adhere to the 
completion targets in the original schedule included in our proposal, 
even though the program was authorized two weeks later than expected. 
A schedule comparing the actual completion and progress dates with the 


original dates contained in our proposal is outlined in Appendix I. 
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In summary, the program was structured to conform with the scheduled 
steps outlined in the proposal, except for the changes as noted above 


which assisted in expediting the budgeting process. 
B. THE ZERO BASE BUDGETING MANUAL OF FORMS AND PROCEDURES 


The manual was completed, printed, and then distributed to all 
managers, together with the budget call in the week of October 28, 
1977. Training sessions had been held previously with managers on the 
proposed contents of the manual. Helpful comments and suggestions had 
been made during these sessions which were incorporated into the final 


design. 


A three-page form was designed as the key document on which to make 
budget requests. It was referred to as a decision package form. The 
specific design enabled managers to make their cases for funding using 
the normal means for description and justification. This decision 
package form was supplemented by the more detailed back-up forms used 


in previous years, but adapted to a zero base budgeting format. 


Discussions were held with the Director of Systems and Data Processing 
to develop and/or modify computer programs that would report the 
details of budget submissions. The resultant output that was 


developed covered the following: 


® a report which tabulated the budget requests by subject, or 


decision unit, for each department, 


e a priority listing of budget requests for each department and 
consolidated priority listings for subsequent organization review 


levels, and 
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a conventional budget print-outs used in the previous year for each 
department, prepared from work sheets submitted in zero base 


budgeting format. 


These report formats and the budget manual proved useful during the 
implementation and budget review stages of the process, and should be 
reproduced in subsequent years with the revisions recommended in 


Section VI of this report. 
C. THE PREPARATION OF DEPARTMENTAL BUDGET SUBMISSIONS 


The actual scheduled time from the budget call issued on October 28, 
1977, to the target date for receiving departmental submissions of 
November 25, 1977, was very short. The intention behind the schedule 
was to bring the problems that might be encountered to a head early 
enough in the process that they could be dealt with before the 
Christmas holiday period. This goal was achieved, although not 


without extra effort on the part of all concerned. 


The budget support group performed the role assigned to it to good 
effect. When difficulties were experienced, an extra consultant was 
added to the group for four weeks to provide additional assistance. In 
summary, the budget support group concept functioned as originally 


conceived. 


Budget submissions were completed before Christmas, and the review by 


some committees had begun by the middle of December. 
D. BUDGET REVIEWS AND PRIORITY SETTING 


The budget review and priority-setting procedures were carried out as 


originally conceived. This meant that each organization group 
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involved in reviewing departmental budgets carried out the detailed 
procedures which covered familiarization with the budget, evaluation 
of requests, and setting of priorities. The high-medium-low procedure 


for ranking provided in the manual was not required. 


In summary, the program designed for the implementation of zero base 
budgeting was carried out with only minor modifications. A draft 1978 
budget was completed by February 8, 1978, for later consideration by the 


Board of Control. 


A CRITIQUE OF THE IMPLEMENTATION PROCEDURES 


The adoption of zero base budgeting resulted in substantial changes to the 
traditional budgeting forms and procedures used in previous years. Several 
new forms were introduced, the orientation of budget submissions was 
different, the participation of people in both the preparation and review 
of budget submissions was altered, and the format of the budget itself was 
changed. The challenge to City appointed and elected officials represented 
by the new budgeting process was considerable. The final budget that 
resulted from their efforts was remarkably good and many significant 


benefits were realized for the city as a result. 


A general evaluation of the experience gained from the new budgeting 
process is contained in this section. The observations that follow should 
be helpful in identifying opportunities to improve the process further next 


year. 


A. THE QUALITY OF BUDGET SUBMISSIONS 


A review and evaluation of the budget submissions made by all 
departments and independent boards was carried out by Currie, Coopers 
& Lybrand Ltd. to determine the quality achieved and to identify 
opportunities for improvements. Our detailed findings are contained 
in Appendix II. There are several general observations that can be 


made on the basis of the evaluation. 
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The identification of meaningful decision units, or budget 
subjects, was accomplished by most managers without difficulty. 
This was a useful procedure in directing attention to the major 
activities and services carried out by the City for which funding 
would be required. In the past, too much attention has been paid 
to the accounting presentation of funding requirements without 
relating them more closely to the benefits to be gained from the 


proposed expenditures. 


The breakdown of the decision units into component decision 
packages (individual requests for funds) was not as well done. 
Some departments did an excellent job of preparing requests that 
clearly reflected the funding choices available. Several came up 
with innovative budget submissions that made a review and funding 
decision relatively easy. An example is the budget submission 
made by the Recreation Department, which was well-presented as 
indicated by the evaluation in Appendix II on page 20. Other 
departments presented budget requests that were difficult to 
review and, consequently, it was more time-consuming to deal 
with them. As a result, the task force committee and the 
co-ordinating committee had to request that some of the original 
decision packages be revised to allow more meaningful funding 


choices. 


A detailed examination of the extent to which individual decision 
packages made a clear and convincing case for funding revealed a 
wide variation in quality. The completed forms reflect the 
degree to which those who prepared them had a clear understanding 
of the purpose and the benefits that would be achieved by 
obtaining the requested funding. Several were effectively 
prepared, but we also noted areas within the City administration 


where management training will be needed to improve the budget 
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requests next year. Accordingly, in section VI of this report, 
we have made specific recommendations that prebudgeting training 
be carried out next fall. In addition, some decision packages 
attempted to justify the general services being performed without 
justifying satisfactorily the way in which they were to be 
performed. These weaknesses detracted from the budgets and often 
resulted in far more discussion during reviews than should have 


been necessary. 


The weakest area in most of the completed budget requests was the 
presentation of productivity and workload measures. Some 
departments that use such measures to assist in planning and 
scheduling work made meaningful presentations. Most, however, 
did not. This is an important finding because of the advantages 
in using standards of performance and objective indications of 
work volumes. When used effectively, they enable managers to 
improve the productivity of their operations. Several managers, 
during discussions with task force members, showed little 
aptitude for measuring productivity, or awareness of how their 
operations compared with other municipalities or with similar 
operations. Good productivity assessments, particularly where 
they can be compared with other jurisdictions, can identify 
opportunities for improvement, and demonstrate effective 


performance. 


The transmittal memoranda submitted by the heads of departments 
tended to be very general and often did not deal with the key 
issues involved in the budget submission. We are of the opinion 
that this will improve next year because there is now a more 
complete understanding of the kind of issues considered important 
in budget reviews. The transmittal memorandum is the first 


document examined in a budget review and should be used to show 
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the general objectives to be pursued, the broad alternatives 
available, the logic of the budget submission and the reasoning 


behind the arrangement of priorities. 


At the conclusion of the budget preparation stage, several department 
managers noted how much they had gained from the analysis, evaluation 
and reconsideration that had gone into preparing the budget. This 
stage, by itself, produced constructive benefits and led managers to 
initiate steps to reduce costs and to improve cost effectiveness. The 
article contained in Appendix III presents the opinion of the acting 


chief librarian on how zero base budgeting assisted management. 


Now that the process is more fully understood and managers will be 
less defensive, the budget submissions could be substantially improved 
next year. We recommend a simplification of the decision package form 
for future use. A revised format is illustrated in Appendix IV. Some 
further training of managers should be carried out by the Treasury 
Department before the next budget cycle, not only to introduce the 
revised forms, but to reinforce the need for managers to improve the 


quality of the completed budget requests. 
B. THE EFFECTIVENESS OF BUDGET REVIEWS AND RANKING 


Formal budget reviews were carried out in detail by the members of the 
five task force committees. The results of the reviews were then 
examined carefully by the co-ordinating committee. Both these 
organization groupings were newly created for the zero base budgeting 
implementation. Their members were drawn from the ranks of both the 
appointed and elected officials. The results achieved by their 
reviews of the budget submissions were very impressive, as outlined 


below. 
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The fask force committes followed the procedures recommended in 
the manual. They proceeded first to become familiar with the 
budget submissions under consideration. Next, they challenged 
the detailed packages for meaningfulness, cost effectiveness and 
the desirability of funding. The packages were then ranked, and 
a transmittal memorandum prepared which was sent to the 
co-ordinating committee. These general procedures worked 
satisfactorily and offered considerable flexibility to committee 
members to introduce changes they considered important in 


arriving at a final budget. 


Some difficulty was experienced in attempts to evaluate the 
funding requirements associated with each package. This problem 
arose in some situations from not providing task force committee 
members with a copy of the completed budget worksheet for each 
decision unit. As a result, insufficient financial information 
would have been available without the preparation of special 
schedules. Adjustments to the computer budget program will 
enable the budget worksheet to be provided in future without the 
excessive volume of paper that it would have required this year. 
A copy of the suggested print-out format for the completed budget 


worksheets is attached as Appendix V. 


The task force committee reviews of decision packages were made 
more time-consuming wherever the packages had been ineffectively 
prepared. It will be worthwhile, before commencing the budget 
cycle next year, to carry out a training program to improve the 


quality of submissions. 


The task force committees were composed of appointed and elected 
officials. This represented the first time that appointed 


officials had participated in the review of budgets submitted by 
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other appointed officials. The arrangement reinforced more 
effective management practices, informed people about other 
managers' responsibilities, and enabled managers to see that the 


budget process was being carried out equitably in all areas. 


The focus of each task force committee was to achieve a priority 
listing of decision packages for the budget submissions that were 
reviewed. A cut-off point on the listing was selected to 
indicate the recommended funding level, service mix, and levels 


of service to be considered by the co-ordinating committee. 


The co-ordinating committee focused its attention on the 
recommendations of the five task force committees. Particular 
scrutiny was given to packages that had been ranked just above or 
just below the recommended cut-off points. This procedure built 
effectively on what had been accomplished already, rather than 


duplicate that effort. 


The transmittal memoranda from the task force committees were 
instrumental in raising key issues concerning organization, 
procedures and funding to be evaluated by the co-ordinating 
committee. On many of these issues, recommendations were made to 
the Board of Control for improvements. A review of key points 
raised in the task force transmittal memoranda is contained in 


Appendix VI. 


The final ranking for the City was carried out by a sub-committee 
of the co-ordinating committee and consisted only of appointed 
officials. This procedure was decided upon by the committee to 
reduce the time required of the elected officials. Although the 
desired results were achieved by this procedure, it meant that 


the final document was a proposal to the co-ordinating committee. 
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The elected officials, as a group, had not participated in the 
final ranking, although they had individually participated in 
ranking at the task force committee level. Their involvement 
would have achieved a firmer commitment to the final ranking. We 
recommend the direct involvement of elected officials in the 


final ranking process next year. 


In summary, the budget review and ranking procedures were an effective 
means of achieving the final budget. Some modifications will be 
desirable for the next budget cycle as noted above. The benefits to 
be gained from the procedures were generally recognized by all those 


who actively participated in the process. 


Zero. base budgeting is an approach to developing plans and budgets that 
relies on management at all organization levels for the quality of its 
results. If all participants in the process contribute constructively to 
it, the results that will be achieved will be significant, both in the 
benefits realized by managers and in the quality of the resulting budget. 
Our observation is that the level of constructive participation by 
managers and appointed and elected officials was very high, and the good 


results achieved were well-deserved. 


V. PRINCIPAL BENEFITS GAINED FROM THE IMPLEMENTATION 
The implementation of a zero base approach to preparing the 1978 budget 
resulted in the achievement of several significant benefits for the City of 
Hamilton. The original objectives established for us for the project were 


as follows: 


"to analyze all phases of the City of Hamilton operaticn with 
a view to the installation of more efficient methods, where 
applicable, and to demonstrate some possible reductions in 


cost and to assist in the allocation of resources." 


Currie,Coopers 
& Lybrand Ltd. 


ay », Pere Ayah me ees 
- ron 


Aw pe nah Te + 


= ; aes ceed Ti 13,202) - aes: Py ei 
a | 7 a 
f { ® 4 - WD. (TD. re ‘ : 
a a ae oe: 


ileal ani 


~ iaiy Ge DIA as ais re 


15. 


The results achieved exceeded these objectives and established a basis from 
which to carry out continuing efforts to achieve further improvements in 
the future. A copy of the detailed recommendations made by the Board of 
Control to City Council on changes to be made to organization, procedures 
and other matters are contained in Appendix VII. A summary of some of the 
benefits gained from the implementation, together with examples, is 


presented below. 


8 The co-ordinating committee's recommended cut-off point was 
established at $70.3 million out of total budget requests of $76.5 
million. The 1978 recommended expenditure totals were subsequently 
lowered to $68.8 million at the Board of Control since $1.7 million in 
pensions and other items relating to the 1977 fiscal year were deleted 
and financed instead out of 1977 resources. The Board of Control 
recommendation compares generally with total estimates approved for 
1977 of $68.3 million, or an increase of only 0.8%, even in the face 
of inflation and cost increases. When the 3.7% increase in the 1978 
residential assessment is considered, the 1978 residential mill rate 


will be about 1/2 mill less than the mill rate set for 1977. 


e The 1978 budget represents the first step towards achieving more 
effective funding based on service priorities. The budget document 
recommended to the Board of Control included several funding 
reallocations within and between departments. Over twenty decision 
packages covering current activities are below the funding cut-off 
point, while fourteen expansion decision packages were proposed for 
funding. The procedures for setting priorities enabled reallocations 
to be made by focusing attention on the comparisons between different 


requests for funds in terms of the benefits to be gained from each. 
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® The budgeting process resulted in several reallocations of duties and 
responsibilities between departments. An example is the transfer of 
utility and building maintenance responsibilities from the Parks and 
Recreation Departments to the Property Department. A further example 
is the recommendation of the co-ordinating committee to study the 
centralization of all city horticultural and grass cutting activities 
under the Streets and Sanitation Department. Another example is the 
recommendation that the golf courses and similar recreation properties 
be transferred to the Recreation Department. These organizational 
changes represent potential opportunities for increased administrative 


efficiency and the elimination of unnecessary duplications of effort. 


© The decision packages on current services that were ranked below the 
funding cut-off point represented reductions in staffing levels and 
other expenditures. For example, eight positions were identified as 
no longer necessary in the Engineering Department. A further 
reduction of one position was made in the Purchasing Department as a 
result of scheduling departmental deliveries of supplies instead of 
responding to requests when they are received. Over fourteen 
positions were eliminated in total as a result of the budgeting 


process. 


® Expansion decision packages were given a fair hearing and were 
examined closely. Fourteen were recommended, but many more were 
declined for funding in 1978. The benefit gained was in being able to 
examine all the opportunities for expanding services without the 
restriction normally imposed by arbitrary constraints on budgeting 
increases. In summary, the competition for funds entered into by all 


decision packages was open to requests for current and new services. 


* The decision packages revealed surplus assets which could be disposed 
of and thereby reduce further investment of funds. These assets 
included surplus real estate which the Real Estate Department 


estimated to be worth over $1 million. The co-ordinating committee 
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resolved to implement a special real estate sales program. Another 
example is inventories estimated by the Purchasing Department to be 
about $200,000 above required levels. A study is being made of this 
situation to determine if changes in ordering procedures will allow 


this surplus to be liquidated. 


® Revenues were reviewed as they were identified in decision packages 
and some were increased as a result of careful evaluations and 
discussions with those in charge. The Parking Authority raised 
parking rates, as of February 1, 1978. Also, the Hamilton Performing 
Arts Board is reviewing its schedule of rental rates. These increases 
in revenues will improve the financial position of the City in the 
coming year. Consideration will also be given during 1978 to other 
increases for items such as golf fees and regional charges for 


printing and mailing. 


® Managers learned a great deal from the process both about the 
operations of their own departments and the operations of others. It 
assisted them to plan, to identify problem areas, and to take 
corrective action. An example of one manager's perception of what was 
learned is outlined in Appendix III. The learning experience was 
gained from the review sessions with the task force committees as well 
as from the budget preparation steps. In several cases, new 
perceptions were transmitted to heads of departments on the 
alternatives that could be considered in terms of funding. For 
example, the Hamilton Library Board representatives were asked to 
revise decision packages to show the effect of closing the library 
facilities to the public during specific low traffic periods to enable 
professional staff to carry out internal work for which additional 
funding had been requested. This would allow books to be replaced on 
shelves, new books to be catalogued and other activities to be carried 


out that would otherwise have required new staff. 
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The new budgeting approach resulted in more managers participating 
than under the former system. This improved communications between 
management levels and made more people aware of departmental 


operations, budget issues, and funding implications. 


@ By focusing on budget requests from the viewpoint of the services 
performed, several budget duplications were identified. It became far 
easier to identify that two organizations were going to perform the 
Same service. The former system presented only accounting line item 
budget requirements such as supplies or utilities, which were more 


difficult to evaluate. 


@ One of the aims of the Treasury Department was to use zero base 
budgeting to identify opportunities to improve the management 
reporting system. This objective was achieved. By having managers 
establish decision units as the basic framework for requesting funds, 
they, at the same time, were indicating the logical groupings for 
reports on departmental services and activities. In addition, several 
opportunities were identified to improve the responsibility accounting 
aspect of expenditure control by reporting the expenditures fully as 
they are incurred, and showing separately the cost allocations that 
need to be made to users of the services. An example is the current 
practice in the Engineering Department which is to charge some 
expenditures to the department and others to capital projects. This 
practice tends to dilute expenditure budgeting and control. Several 


other examples exist. 


There are also examples of city operations for which full costing is 
not being done, thereby clouding the extent of contribution to or 
drain on city finances. The expenditures for golf courses are treated 
this way with the result that the net contribution from these is not 


reported regularly. 
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We understand that the Treasury Department will be examining, in the 


coming year, the changes that are required. 


8 The elected officials who participated in the process were able to 
identify more effectively the activities and services which, they 
felt, did not warrant funding. The process demonstrated its potential 
for communicating extensive detailed information on operations. As 
more experience is gained with zero base budgeting, this aspect of the 


technique will become even more meaningful. 


In summary, several important benefits were achieved from the zero base 
budgeting implementation. The potential for further benefit exists in the 
fact that extensive documentation on all aspects of the operations of City 
departments is now available. This documentation may be used for 
performance reviews to further improve productivity. The objectives of the 
implementation project were met and the ground work laid for subsequent 


budget cycles that will require less time to complete. 


RECOMMENDATIONS FOR SUBSEQUENT BUDGET CYCLES 


The intial implementation of zero base budgeting is always more difficult 
and time-consuming than subsequent budget cycles. The introduction of the 
techniques requires participants in the process to become familiar with new 
forms, procedures and results. Until one full cycle has been completed, 
few participants are aware of how the process will unfold, or how the 
results will actually be achieved. This basic uncertainty has been removed 
now that the initial cycle has been completed. Accordingly, the 


opportunity should be taken to simplify the process wherever practicable. 


A. CHANGES ARE REQUIRED TO THE DECISION PACKAGE FORM 


The design of the original decision package form deliberately provided 


managers with the opportunity to record all the basic points they 
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thought would strengthen the case they wanted to make. It was 


anticipated that several managers would be defensive in their 


attitudes to completing the forms. Consequently sections were built 


into the form to satisfy any misapprehensions that might otherwise 


arise. This will not be necessary next year. Accordingly, we 


recommended the form design be simplified, as illustrated in Appendix 


IV. The principal changes incorporated in the new form are as 


follows. 


Currie,Coopers 


All the decision packages relating to the same decision unit are 
to be included in a single form. This will greatly facilitate 
budget preparation and reviews. The substantial reduction in the 
form will make it practicable to distribute complete copies to 


those involved in budget reviews at all levels. 


The variations in page three of the form used this year should be 
discontinued, as the need for the proper presentation of 


information is now more widely-recognized.. 


Much more latitude has been permitted managers in deciding what 
kind of narrative information will be meaningful in the 
justification of the requests for funds. The effect will be to 
reduce the form from three pages to two and permit the number of 
form sets to be reduced from a possible four to only one for each 


decision unit. 


The first page will serve as the key-punch document and the 


second page will show the supporting analyses. 


Decision cards will not be necessary once the recommended form is 
adopted. Its size and completeness make it practicable to use 


instead of a decision card. 
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The new decision unit form will greatly facilitate and expedite the 
budgeting and budget review process without sacrificing the quality of 


information submitted. 


B. THE BUDGET WORKSHEET PRINT-OUT SHOULD BE REVISED AND ISSUED TO BUDGET 
REV IEWERS 


The budget worksheet was used as an input to the computer program 
employed to prepare the conventional budget print-out. As a test of 
the input, a pre-processing print-out was issued that listed, for each 
department, the accounting line items of expenditure in the order of 
their object codes. This audit print-out mixed together the decision 
packages to which the object expenditure items related. The print-out 
was difficult to use for any purpose other than to check the input. 

We recommend that the input be printed out by decision unit with 
sub-totals for each component decision package. The format of the 
recommended print-out is illustrated in Appendix V. It assumes that 
the unused object codes on the worksheet form completed manually will 


not be key punched or printed out. 


This print-out will be a useful attachment to the new decision unit 
forms. It will constitute far less paper than would be required for 
copies of the manually-entered computer budget worksheet forms. 
Furthermore, the new print-out will provide a detailed expenditure 


listing for review with each decision unit. 
C. A CO-ORDINATING COMMITTEE WILL NOT BE NECESSARY IN FUTURE 


The co-ordinating committee performed a valued role during the 
implementation of zero base budgeting. However, we recommend that the 
steps it carried out be completed next year by the Board of Control. 


Many of the members of the co-ordinating committee were also members 
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of the Board of Control. The Board could easily request participation 
by appointed officials in its meetings on the budget to achieve a 
broader perspective during the budget evaluation and ranking 
procedures. Accordingly, by not having a co-ordinating committee next 
year, fewer meetings will be required and the process will take less 


time. 


D. PRE-BUDGETING TRAINING SESSIONS SHOULD BE HELD TO IMPROVE BUDGET 
SUBMISSIONS 


We recommend that pre-budgeting training sessions be held next year to 
help managers to understand how to improve the quality of their budget 
submissions. Attention should be focused on the need to justify the 
funding request and to demonstrate that the operation or service is 
being carried out effectively. Emphasis should be placed on the need 
to establish meaningful workload and performance measures. A definite 
effort should also be made to identify and examine alternatives to 
find a better and less costly way of doing things. A main objective, 
next year, should be to achieve much improved budget documentation as 


a step to becoming more cost effective and productive. 


Ee FURTHER STUDIES OF DEPARTMENTAL OPERATIONS SHOULD BE CARRIED 
OUT IN 1978 


Several areas within the City's organization were identified by the 
co-ordinating committee as deserving further detailed study in 1978, 
as outlined in detail in Appendix VII. These are also referred to in 


the minutes of the meetings of the co-ordinating committee and 


include: 

e the improvement of the accounting and management reporting 
systems, 

® the reduction of library opening hours, 
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® the reduction of overtime paid to committee secretaries, 
® the sale of surplus real estate, 
® centralizing the several functions associated with community 


development programs, 


& clty-wide management training programs be established, 

8 the reducing of washroom attendents in the market, 

e the cancellation of one invoicing of municipal taxes, 

® the reduction of inventories of supplies, 

® the reorganization of equipment maintenance activities, and 
& the centralization of horticulture and grass cutting. 


We concur that these opportunities could improve operating 
effectiveness and recommend that they be evaluated thoroughly. We 
also recommend assigning responsibility for the preparation of 
quarterly reports on the progress being made on each of the projects 


under study. 


Finally, we also recommend that the zero base budgeting documentation 
compiled for the 1978 budget be used by an administrative committee to 
identify areas for performance improvement that may not have been 


dealt with sufficiently during the budget review. 
F. THE BUDGET CYCLE BE STARTED NEXT YEAR ON OCTOBER 1 


The budget cycle should be started earlier next year to reduce the 
difficulties associated with carrying out budget reviews during the 
holiday season at year-end. We recommend consideration of an October 


lst date for issuing the budget call. 


G. ORGANIZATIONAL ARRANGEMENTS AND MANAGEMENT CONTROLS FOR THE PROPERTY 
DEPARTMENT SHOULD BE STUDIED 


There are several reasons that have prompted us to recommend that the 


Property Department be studied during the coming year: 
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e the scope of its responsibility has increased recently as a 
result of taking over maintenance and utility costs from other 


departments, and 


& the Property Department reports to the director of the Real 
Estate Department. The management responsibilities of these two 


departments are not similar. 


It appears that this area of activity would benefit from further study 
to ensure that it is properly managed and that effective controls are 


in place over the extensive expenditures for which it is responsible. 
H. THE COST EFFECTIVENESS OF THE MUNICIPAL GARAGE SHOULD BE STUDIED 


The municipal garage was not covered by zero base budgeting procedures 
this year. This means that its operation was not exposed to the 
detailed evaluation received by other departments. We recommend that 
this be carried out during 1978 to ensure that it is being managed 


effectively. 


The 1979 budget will be much easier and less time-consuming to prepare 
using zero base budgeting, than was the 1978 budget. The recommendations 
made above are aimed at achieving this objective. They will also encourage 
the pursuit of further improvements in cost effectiveness and 


productivity. 


VII. CONCLUSION 
The 1978 budget for the City of Hamilton is signficant for a number of 
reasons. It demonstrates that expenditure increases for services and 
operations can be contained. This was achieved because both appointed and 
elected officials made a commitment to improve performance and cost 


effectiveness wherever the opportunity presented itself. The results of 
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this effort could then be arranged in a priority listing of funding 
requests as a means of reflecting the service level trade-offs that would 
best respond to prevailing conditions. The 1978 budget is one indicator 
that zero base budgeting can play an important role in achieving fiscal 
control. We are of the opinion that it was well prepared and is a 


reasonable basis for expenditure control in 1978. 


The value of the budget document itself may be considered by some to be 
over shadowed by what was gained from participation in the zero base 
budgeting process. The analysis, evaluation and reconsideration that was 
carried out resulted in new directions being undertaken in organization, 
procedures, methods and functions. The calibre and enthusiasm of competent 
Managers was evident during the process from the quality of budget 
submissions and the effectiveness of budget presentations. Most 


participants in the process learned a great deal from it. 


It is our opinion that the City of Hamilton should continue to apply zero 
base budgeting in subsequent years. There are further improvmements to be 
made in city operations and the process will, over time, reinforce managers 
in the use of sound practices of analysis, planning and control. To 
facilitate subsequent budget cycles, several changes have been recommended 
in the forms and procedures to be employed next year. Accordingly, the 
time involvement and paper work will be sharply reduced. We expect better 


results next year with much less effort. 


Our consulting role in this assignment has focused on project management 
and training. The success of our work was dependent upon the efforts of 
others, both the members of the budget support group, and the many 
appointed and elected officials who participated in the process. 
Implementing zero base budgeting involves many people in coping with 


extensive change. 
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The results achieved are a credit to Mayor John A. MacDonald and the 
leadership he provided throughout the process. He was supported strongly 
by Mr. W.H. McFarland, Commissioner of Finance and City Treasurer, and his 
Treasury and Systems staff, who worked long hours to make the 
implementation successful. It has been our pleasure to work with them and 


all personnel at the City of Hamilton. 


Ruin, Coopind Be Bete A 
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CITY OF HAMILTON 


APPENDIX I 


COMPARISON OF ACTUAL AND PLANNED PROGRAM TIMING 


Authorization of consulting 
assignment by City council 


Commencement of consulting 
assistance 


Implementation structuring and 
training 


Forms and Procedure Manual 
Departmental Identification, 
analysis and documentation of 
decision packages 


Task force review and rankings 


Coordinating committee review 
and ranking 


Preliminary budget by 
coordinating committee 


Notes: 


Critical Elapsed Time 


Plan 


Aug. 15 


Aug. 29 


3 weeks 


2 weeks 


8 weeks 


5% weeks 


14% weeks 


Jan. 13 


Actual 


Aug. 30 


Sep. 12 


4 weeks 


3 weeks 


8 weeks 


54 weeks 


14 weeks 


Feb. 7 


Differences Notes 
2 weeks 
2 weeks 
1 week (1) 
1 week (2) 
4 weeks (3) 


(1) A delay in the consulting assignment authorization and an early 
determination of the general level of understanding of Z.B.B. led 
to a change in the approach to the assignment which called for more 


preparatory training. 


(2) The Forms and Procedures Manual was planned for issue in stages, 
but was completed before the budget call on October 28, 1977. 


(3) Elapsed time for meetings was extended due to bad weather and the 


conflicting time commitments of committee members. 
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APPENDIX II 


EVALUATION OF DEPARTMENTAL BUDGET SUBMISSIONS 


DECISION 
UNITS 
MEAN INGFUL 


i 
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Evaluation of Weights 


Meaningful 2 
Need for Improvement A 
Not Useful 0 


BENEFITS 
STATEMENTS 
CLEAR, 
QUANTITATIVE & 
SUPPORTIVE 


DECISION 
PACKAGES 
FOCUS ON 
PRINCIPAL 
DECISION 
ALTERNATIVES 
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PERFORMANCE/ TRANSMITTAL 
ACTIVIGY. MEMORANDUM 

MEASURES REVEALED KEY 
EFFECTIVE BUDGET ISSUES 
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APPENDIX II 
Page 2 


EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD AIRPORT 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- Two decision units were identified; one for fire protection and a second for 
overall Airport operation. 


DECISION PACKAGES: 


- Service level breakdown was reasonable considering constraints imposed by 
Federal department, but alternatives not clearly revealed. 


BENEFITS: 


- Relate only to $ savings and not to other tangible benefits gained from 
operating at alternative service levels. 


PERFORMANCE /ACTIVITY MEASURES: 


- None identified. 


TRANSMITTAL MEMORANDUM: 


- Did not identify budget implications, if any, if the Ministry of Transport 
were to assume full responsibility for the Airport operation. 


RECOMMENDATIONS 


- Identify implications of the M.0O.T. taking over full operation of the Airport 
so the City would be aware of the advantages, disadvantages and affect on the 
City budget; i.e. would the City have to absorb the cost of fire Airport 
protection presently funded through the Airport budget. 


- Assess and evaluate the costs and benefits of obtaining a maintenance contract 
for Airport equipment. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD ARCHITECT 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- One unit for the department is reasonable for a $115,000 budget. 


DECISION PACKAGES : 


- Described realistic decision choices and alternatives. 
- Highlighted need for qualified drafting personnel which is not currently 
provided by Draftsman I or his staff. 


BENEFITS: 


- Relate to department outputs. 


PERFORMANCE /ACTIVITY MEASURES: 


- Activity measures do not clearly describe indicators for departmental or 
individual performance. 


TRANSMITTAL MEMORANDUM: 


- Outlined departmental budget and staffing issues. 


RECOMMENDATIONS 


- In concert with elected and appointed officials, develop more complete and 
accurate annual and longer range plans to identify architectural work and 
staffing requirements. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD BUILDING INSPECTION 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 

- The traditional accounting activity codes did not bear a direct relationship 
with the key management areas. 

- The seven decision units which were developed now specifically identify these 
areas and should facilitate management control. 

DECISION PACKAGES: 


- Service levels, the activities within these levels and the related funding 
requirements were clearly described which proved useful in the funding and 
decision-making process, 


BENEFITS: 


- The benefits were clearly stated and supported the key results outlined in the 
decision package descriptions. 


PERFORMANCE/ACTIVITY MEASURES: 


- Although some decision units contained activity measures and described 
primarily unit costs, others, such as building inspection, did not. 


TRANSMITTAL MEMORANDUM: 


- Two key budgeting issues were raised. 
- The letter effectively summarized the department's operations and key 
objectives. 


RECOMMENDATIONS 


- Continue to develop department wide activity measures which should assist 
management to evaluate cost-effectiveness of activities and performance 
output of individuals. 


+ - . ee Lid 


, 


(ty Ee | save Rona ee 


—h lms ve weeny 


aan 1 j 
@ ei g 
: Ler, BL ® 
aay 


APPENDIX ITI 
Page 5 


EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD CEMETERY 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- 6 decision units logically segregated the key management areas of the 
Cemeteries. 


DECISION PACKAGES: 

- Service level alternatives in all packages were not developed due to the 
restrictions imposed by the condition of the Cemetery Act. 

- Maintenance of administrative packages displayed reasonable increments. 


| BENEFITS: 


- Generally related to operation outputs. 


PERFORMANCE/ACTIVITY MEASURES: 

- Director established some basic standards this year which will facilitate 
control over labour activities if proper plans are set and work activity 
data is collected on a regular basis. He differentiated between productive 
and non-productive hours. 

TRANSMITTAL MEMORANDUM: 

- Highlighted most key factors relating to budget. 

- Did not clearly identify the fact that a good portion of his budget is based 
on volume of burials and, in fact, that segment should be on a variable basis 
since the costs are volume related. 


RECOMMENDATIONS 


Reviews of actual vs. estimates for 1978 and future should recognize volume of 
burials, i.e. if the budget is exceeded by higher than estimated burials this 
should not be a source of criticism. 

The director should formalize a work plan and control system using standards 
developed this year. 

For management control, he should differentiate between productive and non- 
productive time within his total labour hours paid calculations. 

Funds should be able to be transferred from one account to another, (within 
reason) to recognize cost fluctuations resulting in varying weather conditions. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD CITY CLERK 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- Reflect a logical option for segmenting department. 


DECISION PACKAGES: 

- Alternatives not defined clearly with justifications for pursuing them or not. 
e.g. pooling of secretarial services and charging Region on a full-cost basis 
for services rendered them. 


BENEFITS: 


- Relate reasonably well to outputs but do not go far enough in terms of 
alternative benefits that could accrue to each level of service. 


PERFORMANCE /ACTIVITY MEASURES: 


- Performance measures appear to be useful for control purposes, but need fine 
tuning so that they can be useful for measuring individuals' work load and 
performance. 


TRANSMITTAL MEMORANDUM: 


- Does not address key budget issues such as potential for improving stenographic 
utilization or other key alternatives. 
- Did not highlight anomaly of some committee secretaries being paid for overtime. 


RECOMMENDATIONS 


- Establish a data collection system to facilitate use of performance measures 
established this year and to assist development of new or modified measures. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD CITY LEGISLATIVE 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- Separation of elected officials' salaries and other related costs into a 
single decision is reasonable. 


DECISION PACKAGES: 


- Provided realistic increments of costs. 


BENEFITS: 


- These were reasonably well described. 


PERFORMANCE/ACTIVITY MEASURES: 


- These are difficult to develop for this budget area. 


TRANSMITTAL MEMORANDUM: 


- None was sunplied. 


RECOMMENDATIONS 


- Highlight any implications that should be considered for the 1979 budget. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD COMMUNITY DEVELOPMENT 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- Although the department current budget is not large, the consolidation of all 
Community Development programs in one unit resulted in difficulty in 
understanding the nature of the operation. 


DECISION PACKAGES : 


- The relationships of staff to specific programs and thence, to the grant 
structure, was not clear. 

- Packages did not deal with the pros and cons of alternative areas to apply 
Community Development efforts and funds. 

BENEFITS : 

- Packages dealt reasonably clearly with both savings at each level of service 
and with benefits to the community arising from the various programs. 


PERFORMANCE/ACTIVITY MEASURES: 


- Activities broken down and measured in terms of the number of months work that 
was done on various projects. 
This does not provide a useful means of measuring departmental and individual 

erformance. 

TRANSMITTAL MEMORANDUM: 

- Letter described the various programs in some detail but did not clearly 
address budget implications such as the portion of work funded from the 
Capital Budget. 


RECOMMENDATIONS 


- Budget should be prepared to clearly justify staff requirements in 
relationship to the programs that are being undertaken. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT/BOARD CO-ORDINATOR, CIVIC SQUARE 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- Decision units covered the three main areas of operation. . 
i.e. administration, central utilities plant and the truck tunnel and plaza. 


DECISION PACKAGES : 


- Since these are fixed costs and very limited in flexibility of operations, 
only one service level was identified for each decision unit. 


BENEFITS: 


- Benefits related broadly to the service performed. 


PERFORMANCE /ACTIVITY MEASURES: 


- Activity measures did not relate directly to the outputs of the operation. 


TRANSMITTAL MEMORANDUM: 


- The memo summarized the operation and did not deal with budget implications 
in sufficient detail. 


RECOMMENDATIONS 


- Ensure that the City Engineer fulfills his plans to conduct a City-wide 
departmental survey of energy saving potential. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD ENGINEERING 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- The decision units were developed to reflect logical management units. 


DECISION PACKAGES: 


Represented gross expenditures for each decision unit and thereby resulted in al 
costs and staffing being budgeted regardless of sources of funding. In the past, 
only net costs were showing in the budget. 


Each package represented reasonable service level alternatives. 
Clear alternatives to present methods were not persued in detail. 
The submission did not highlight surplus staff formerly allocated to Regional 
roads activities and which are now under the aegis of the Region. 

BENEFITS 

- Relate reasonably well to the outputs of the decision unit, but do not 
consistently reflect budgetary reductions. 


PERFORMANCE /ACTIVITY MEASURES: 


- Activity volumes clearly described, however, it was difficult to relate this 
to individual or team productivity. 


TRANSMITTAL MEMORANDUM: 


- Summarized the contents of the budget submission. 
- Alternative methods and probable redundant staff were not specifically mentioned 


RECOMMENDATIONS 


- Develop improved means of assessing staff productivity in relation to project 
work loads. 


- Assign budget responsibilities along the line of the Z.B.B. budget submissions. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD FINANCIAL 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- The decision units logically separated the key financial items. 


DECISION PACKAGES: 


- Provided clear alternatives for funding decision. 


BENEFITS: 


- Described tangible and intangible benefits reasonably clearly in relation to 
the purpose of each item. 


PERFORMANCE/ACTIVITY MEASURES: 


- Not applicable in this area. 


TRANSMITTAL MEMORANDUM: 


- Clearly described the issues and budget implications for Task Force scrutiny. 


RECOMMENDATIONS 


- None 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD FIRE 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 

- By and large, the units that were developed identified meaningful management 
areas within the department. 

- Fire suppression was somewhat difficult to deal with since all districts were 
included in one decision unit. 

DECISION PACKAGES: 

- The decision packages were well conceived (except as noted above for fire 
suppression) and identified reasonable service increments. 

- Alternative methods such as changes in frequency of inspections were not 


consistently addressed across the department. 
BENEFITS: 


- Related to output of each budget subject area. 


PERFORMANCE/ACTIVITY MEASURES: 


- Performance measures, specifically in Prevention and Training, do not provide 
a clear understanding of results indicators nor of individuals" performance in 
these areas. 


TRANSMITTAL MEMORANDUM: 
- The letter did not highlight specific budget issues, nor relate a comparison of 
commonly used indicators of service used in different municipalities such as 
average response and response radius of stations, numbers of uniformed and 
non-uniformed staff per 1,000 population, etc. 


RECOMMENDATIONS 


- Consider breaking up the "Fire Fighting" decision unit on a district basis 
and thereby consider possible service level differences according to the 
area being served. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD HISTORIC SITES 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


The single unit combined all major facilities in accordance with the guidelines 
for decision unit size. 


The task force requested that units be developed for each facility. 
DECISION PACKAGES: 


- As originally conceived (4 packages) the task force found making funding 
decisions difficult. This was facilitated however, by the subsequent finer 
breakdown. 


Staffing requirements in relation to facility use were not clearly described. 
BENEFITS: 


Benefits described dollar savings and relative revenues at each level, but 
did not clearly address the more intangible benefits or alternatives. 


PERFORMANCE /ACTIVITY MEASURES: 


Relate to total admissions and cost per admission but do not indicate output 
of staff or identify clearly the cyclicality of admission. 


TRANSMITTAL MEMORANDUM: 


Memo did not highlight key decisionable alternatives and budget implications 
related thereto; e.g. use of volunteers in the operation. 


RECOMMENDATIONS 


- Develop a budget which directly relates hours of opening and staffing levels 
to admission levels. 


- Determine performance indicators, such as the number of people handled per 
day by each guide, to help determine optimum staff complement and hours of 
opening. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD LEGAL 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- A single decision unit is reasonable for this department considering the 
size constraints imposed by the Z.B.B. process. 


DECISION PACKAGES: 
- 4 Packages reflected a current service level (plus expansion) and a 15% and 30% 
reduction levels of services from current. 


- Narrative in "General Description" does not reflect the difference in services 
Rats in each of the packagess : 

ete to determine clear relationship between work volume and staff. 

B : 


- Relate only to cost reduction and not to alternative means of providing service. 


PERFORMANCE /ACTIVITY MEASURES: 


- Extensive effort and research to develop measures of legal activity. 
- Similar to those used in private practice. 
- Should be used and fine tuned in 1978. 


TRANSMITTAL MEMORANDUM: 


- Does not clearly identify key alternatives that could bear on the department's 
budget. 


RECOMMENDAT 1 ONS 


Notwithstanding the cross-utilization of lawyers in different activities, 
consideration should be given to collecting and evaluating costs of providing 
services in key activity areas such as litigation, real estate, planning and 
development, etc. to determine clearly the present and future work load 
requirements in the Solicitor's Department, 


Ensure activity measures are further developed and used as a tool for 
managing the department. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD PARKS 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 

| - Conventional budget line item accounts were realigned into management units which 
the department staff believed would facilitate control over their operations. 

- We concur with the staff's believe that horticultural activities should be 
consolidated in one department. 

DECISION PACKAGES: 


- Package structure provided generally realistic service level options but did not 
effectively address alternative feehode of providing service and the related 
budget implications. 

- Although productivity standards were established (albeit on a lst try basis), 
productivity improvements were not specifically reflected in the budget submissiog. 

BENEFITS: 


- These related in rather broad, non-quantified terms, to the levels of service. 


They did not highlight operating cost savings. 


PERFORMANCE/ACTIVITY MEASURES: 
- The preliminary set of standards for key work activities established through the 

budgeting process will greatly assist the department staff to strengthen control 
and to identify productivity improvement possibilities. 


TRANSMITTAL MEMORANDUM: 
- Highlighted some budget implications but was generally not very specific. 

- A useful job was done in ranking all specific projects for funding consideration 
at the different organization levels. 


RECOMMENDATIONS 


- Strengthen the planning and control of maintenance activities through further 
developing work standards, and through implementing them in a formal planning 


and control system. 
- Within the above, work requirements should be clearly tied to staff levels and 
these levels controlled accordingly. 
- Assess and evaluate the longer term operating costs which will result from 
implementation of park development projects. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD PERSONNEL 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- A single decision unit is appropriate for the size of the department. 


DECISION PACKAGES: 


- Provide a useful means of looking at key incremental services. 


BENEFITS: 


- Relate only to cost savings and not other possible benefits gained from 
operating at alternative service levels or methods of operating. 


PERFORMANCE /ACTIVITY MEASURES: 


- Measures appear to be useful means of appraising work. 


TRANSMITTAL MEMORANDUM: 


- Effectively covers the key budget issues. 


RECOMMENDATIONS 


Identify other measures that could be used as a means of assessing the 
effectiveness of the department. e.g. employee turnover, etc. 


Consider extending employee probation period to facilitate developing a 
meaningful assessment of his/her potential. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD PROPERTY 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 

- The decision units as developed by the department appeared to be a reasonable 
way of segmenting the operation. 

- Although perhaps too large and contain too many elements, they were satisfactory 


for the first attempt at Z.B.B. 
DECISION PACKAGES: 


- Because of the complexity noted above, it was difficult to clearly understand 
service level differentials and the real impact of service trade offs. 


BENEFITS: 


- Benefits related primarily to cost savings and not to service alternatives or 
to the results of the activities performed at each level. 


PERFORMANCE/ACTIVITY MEASURES: 


- Activity measures described total costs of performing services within each 


level but gave no indication that they would be useful for routine control 
over staff and their expected performance. 


TRANSMITTAL MEMORANDUM: 


- Listed the key activities performed by the department. The result was a memo 
with too much detail which did not clearly highlight budget issues. 


RECOMMENDATIONS 


- Consider developing decision units in 1978 that group maintenance activities 
under 2 or 3 major building categories; e.g. Parks & Rec'n, City Hall, and 
Ot e Kans 
Develop standard performance measures to help management with the planning 
and control aspects of their jobs. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD PURCHASING 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- 2 Decision units adequately covered the City and Regional services provided. 


DECISION PACKAGES: 


- Reflected reasonable increments of services. 
- However they did not persue in any real depth; the cost-benefits of alternative 
means of operation, e.g. scheduled deliveries of stores items. 


BENEFITS: 
- Related well to outputs of the department. 


PERFORMANCE /ACTIVITY MEASURES: 


- Activity measures appear useful. 


- No indication, however, that these are used or useful in measuring individuals! 
performance, 


TRANSMITTAL MEMORANDUM: 


- Did not address the full range of budget issues, e.g. vacant director's position 
viable operating alternatives, etc. 
Reduction in costs from last year resulted principally from not having to pay 
sick leave benefits which were budgeted in 1977. 


RECOMMENDATIONS 


Assess and evaluate other operating alternatives including potential economies 
through avoiding duplications within the City and Region operation. 

Tie activity measures to individual performance measures. 

Clearly identify benefits of improved inventory ordering system. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD REAL ESTATE 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- Size of department budget compatible with a single decision unit. 


DECISION PACKAGES: 


Reflect a reasonable approach to incremental service levels. 
They do not adequately assess alternatives to providing different levels of 
service from within the City Hall organization. 


BENEFITS: 


Relate only to $ savings and not to alternative ways of providing service 
levels. 


PERFORMANCE /ACTIVITY MEASURES: 


- Appear useful; need to be fine tuned, 


TRANSMITTAL MEMORANDUM: 


Deals with some of the key issues but does not specifically address service 
alternatives or the issue of fluctuating work loads. 


RECOMMENDATIONS 


Need to define forecast of work loads. 

Maintain data on staff allocation, time and total cost of providing each of the 
key services within the department. 

Tie data to be developed in 2nd point to a 5-year forecast of real estate 
transactions to ensure optimum staff level is maintained and to accurately 
assess options to providing service by a City department. 


‘ sv cie jecteege aw. 6434 Tos er st | 
' POOR eras. 
ct iexoee USA Pee: ong 


se 
a 
—- 
-_ 
g 


1a ectet ih a ie! Wt apstvee:W mal 

; z - 

a 
: 


ean 
aS 


jreenn wet seg on 
, A a fe 
; " har . ) : 


An : Sane ie Pregl = LY eae nel aan ; 
; année nae ‘eke fakh 


7 


revs ai: ean? is i 


re ) tse Meqlageted ae singed 
gt eqn +S) ae 


. i 


+ 


APPENDIX IT 
Page 20 


EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT /BOARD RECREATION 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- These were developed in a manner which the Department Head felt best 
represented the key areas for management attention and control. We concur. 


DECISION PACKAGES: 


- Alternatives service levels and methods of operating were quite well 
described and thus facilitated funding decisions. 
- The Z.B.B. process helped the staff identify substantial cost savings through 


improved staff utilization. 
BENEFITS: 


- Related largely to revenues generated and cost savings at each service level. 


PERFORMANCE /ACTIVITY MEASURES: 


- Measures related well to facility or program activities but difficult to relate 
these to individual performance. 


TRANSMITIAL MEMORANDUM: 


- Very clearly summarized the key areas of the department's operation and 
touched on some important budget implications such as consolidation of 
maintenance costs in the Property budget and the exclusion of non-union 
salary increase estimates. 


RECOMMENDATIONS 
- Ensure that management information and more descriptive performance indicators 


are developed in 1978 to facilitate control over the Z.B.B. oriented 
management units. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT/BOARD STREETS & SANITATION 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


— The department maintenance management system activities were consolidated into 
logical groupings of like activities for Z.B.B. purposes. 


DECISION PACKAGES: 

- Although most of the minimum level packages represented 70% of current level 
funding, with 15% increments, the service and funding alternatives were 
clearly described. This facilitated the review of the budget requests. 

BENEFITS: 


- Many of the packages described negative implications of a particular service 
level rather than the tangible benefits, in addition to cost savings, to be 
gained from operating at that level. 


PERFORMANCE/ACTIVITY MEASURES: 

- These were clearly defined and related directly to the outputs of the service 
being performed. 

TRANSMITTAL MEMORANDUM: 


- Concise and specifically highlighted significant service and budget issues. 


RECOMMENDATIONS 


- Ensure that, for budgeting purposes, the method of accounting for benefits 
is reviewed with the aim of ensuring either double counting or exclusions 
are avoided. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD TRAFFIC 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- The traditional budgeting activity codes were consolidated into 8 decision 
units which encompass the key functions within the department, including those 
performed for the Region, and thus reflected a logical way of defining units. 


DECISION PACKAGES: 


- Only two decision units, representing work done for the City were broken into 
3 increments to current level since the Department felt constrained by 
professional requirements. - Within this limited breakdown, however, reasonably 


clear service and funding trade offs were described. 
BENEFITS: 


- Benefits described both dollar savings at each level and benefits of the 


activity being performed. 


PERFORMANCE/ACTIVITY MEASURES: 


- These clearly quantified the key activities performed by the department. 


TRANSMITTAL MEMORANDUM: 


- The memo was written in more detail than necessary, however a number of key 
budget issues were raised for consideration by the task force. 


RECOMMENDATIONS 


- Within the legal limits required of the department, attempt in 1978 to 
identify a broader range of service levels and alternatives for budgetary 
consideration. 

Ensure further "fine tuning" of the cost and management information systems 
is completed to provide the department head and his staff with simpler and 
more meaningful control tools. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD TREASURY 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 

- The 7 Decision Units reflected logical operating segments of the Treasury 
Department operation. 

DECISION PACKAGES: 


- These described reasonable service and funding trade-offs but did not 
consistently address alternative methods of performing the service. 


BENEFITS: 


- Generally described the benefits to be gained from the service as well as the 
cost savings to be achieved from less than current levels of service. 


PERFORMANCE/ACTIVITY MEASURES: 


- Related in some cases to activity throughput. 
- Did not generally appear to be useful measurement tools to determine the 
productivity of sections or individuals. 


TRANSMITTAL MEMORANDUM: 


- The memo clearly identified important budget issues for consideration by 
the review committees. 


RECOMMENDATIONS 


- Analyze further the activity and performance measures to ensure that these 
indicators can be used effectively to gauge the productivity of individuals 
and sections. 
Consider establishing a "short interval" scheduling system in sections that 
perform generally routine functions. This type of system incorporates the 
use of standards for work performed and a work backlog. It can be administered 
easily by section heads. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD HAMILTON LIBRARY 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- Units were identified by major activity for the whole system, Another option 
would have been to view the system on a facility basis, however, this would 
probably not be as useful from a costing and management perspective. 


DECISION PACKAGES: 

- These did not provide a broad enough range of service level differences. The 
bulk of the costs were loaded into the "minimum" level with only a small 
increment to current level. It was thus difficult to perceive the potential 
service alternatives and concomitant funding requirements. Hours of opening, 
which offer an area for evaluating service alternatives, were not originally 
evaluated but are under study now. 

BENEFITS: 

- Were not generally quantified, nor did they relate to cost savings. However, 
they did tie in with the key objectives of the Library system. 

PERFORMANCE/ACTIVITY MEASURES: 

- The activity measures described documentation, units and patrons, etc. processed; 
in some cases they were costed, but they provided insufficient understanding of 
staff productivity or the cost per citizen served. 


TRANSMITTAL MEMORANDUM: 


- Very logically presented; perhaps in more detail than necessary. It did clearly 
describe the services, philosophy and perceived mandate of the board. Some key 
budget issues were raised, but primarily dealt with expansion considerations. 


RECOMMENDATIONS 


Develop packages which offer more distinct service level and funding 
alternatives for evaluation. 

Consider the real scope of the Library system in terms of who is being served, 
for what purpose and what is the cost, both total and per patron. 

Determine realistic performance measures of individuals to facilitate assessing 
contribution to objectives and overall performance. 

Consider reducing hours of opening as a useful alternative to reduce operating 
costs. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT/BOARD HAMILTON PARKING AUTHORITY 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- Units reflected logical management areas of the Authority. 


DECISION PACKAGES: 


- The packages were divided into reasonable levels of service. 
- The self-sustaining nature of the operation tends to cover up the need to 
identify potential cost savings, but the Parking Authority Director evaluated 


the cost /fservice relationships well. 
BENEFITS: 


- They clearly related to service outputs and costs. 


- Alternative rate scales were not proposed in the evaluation. 


PERFORMANCE/ACTIVITY MEASURES: 


- Unit costs of processing vehicles were identified but comparisons with 
similar operations in other cities were not presented. 


TRANSMITTAL MEMORANDUM: 


- Summarized the operation and identified some of the key budget implications. 


RECOMMENDATIONS 


- Maintain up-to-date comparison indicators such as unit costs and rate scales 
with commercial operations in Hamilton and with other parking authorities. 
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EVALUATION OF DEPARTMENTAL BUDGET SUBMISSION 


DEPARTMENT / BOARD HAMILTON PLACE 


COMMENTS ON BUDGET SUBMISSION 


DECISION UNITS: 


- Decision units were designed in accordance with logical management segments 
in the theatre complex and were in line with the traditional accounting 
activity codes. 


DECISION PACKAGES: 


- Description of services provided at each funding level tended to be too brief. 
- However, a reasonable funding level differential was established for each 
increment. 


BENEFITS: 
- Benefits related to the key results at each level but they did not describe 
potential savings. 


- Expansion package benefits did not clearly identify the justification for 
additional funding. 
PERFORMANCE/ACTIVITY MEASURES: 


- Activity measures generally did not appear to be useful in gauging performance 
of individuals or groups performing the activity. 


TRANSMITTAL MEMORANDUM: 


— The transmittal memo itself did not highlight the full budget implications 
of the submissions, however, attached documentation did present some key 
issues that were considered by the task force. 


RECOMMENDATIONS 


Provide more analytical justification for increases in operating and 
equipment expenditures. 

Further develop key activity measures to facilitate management of the staff 
and facilities and to provide a set of indicators which can be used in 
comparison with similar operations in other cities. 
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APPENDIX III 


PROGRESS _ 


JANUARY, 1978 VOEWANOs 
Zero Base Budgeting: Why Should We? 
by Judith McAnanama 
TIZABLE 3 QuaLITATIVE 
\oR N] ite 
pk Ba aet 
ED: BES es 
Px ele eee 
A/OR\ ee 
RANT ANOUMS “SD ~ 
oR © Rerjyity OS 
" 
< a 
Ns YF ROETES 
¢ é ne 
f 
NENTABY FORCE 


Zero Base Budgeting is a method by which an organization 
may directly relate predictions of financial requirements 
to long term priorities. This method, first developed at 
Texas Instruments in 1970, is the brainchild of Peter A. 
Pyhrr. In 1973, he was asked by Governor Jimmy Carter to 
assist the state of Georgia in applying a similar technique to 
their budget process. Phyrr says ‘Zero Base Budgeting 
provides top management with detailed information con- 
cerning the money needed to accomplish desired ends. It 
spotlights redundancies and duplication of efforts... 
focuses on dollars needed for programs, rather than on 
the percentage increase or decrease...and allows com- 
parisons across oranizational lines.’’’ Zero Base Budgeting 
is based upon the premise that one starts with nothing and 
justifies dollar expenditure from that point. 


With so many “budgeting techniques” already available, it 
could be asked if ZBB is another one of the “in things.”’ 
The process itself requires a tremendous amount of work 
within an organization as services are described and 
costed, alternative methods explored and probable results 
described at different levels of expenditure. It has re- 
quired, for this organization, weeks of staff time to 
measure the activities within the system and to describe 
their costs. The commitment in staff dollars is large enough 
to seriously ask, why go through the process? 


1 Pyhrr, Peter. Zero Base Budgeting, p. xii, John Wiley & Sons, 
1973. 


A very important factor is the direct relationship between 
the growth of an organization’s budget and its long-term 
goals. One of the bonuses of Zero Base Budgeting is the 
ability to connect these two factors realistically. Because 
ZBB requires that alternative methods of operation be ex- 
plored, and that services be ranked by priority, it is possi- 
ble to indicate a commitment on the part of an organiza- 
tion to certain operations and to attempt to ensure that 
those operations will be carried out as effectively as possi- 
ble. The full benefits of Zero Base Budgeting occur only if 
there is a commitment to the process over a few years. 
During the first year many questions can not be answered. 
If, however, the unanswerable questions of the first year 
are solved in the second year, and if the commitment to 
priorities is maintained to ensure consistency in expen- 
ditures, then the Zero Base Budgeting process offers an ap- 
proach that is refreshingly new in budget development. 


For the Hamilton Public Library, our participation in the 
Zero Base Budgeting process, initiated by City Council, has 
been an enlightening and quite rewarding experience. It 
has increased the library's ability to describe its operations 
more clearly, to question the costs of these operations, to 
isolate areas requiring additional assistance or reduced ef- 
fort and has set the stage for a reassessment of services. It is 
hoped that the effort expended will result in an improve- 
ment in library operations throughout the year 1978. 


. 
i 
ie = yay 
' aa? 
ts 
i 
wv 
# 
ita qa 
S od et 
; ‘ see FG “ ~< 
; % ° OW pG r ringed 
pal : , j 7 2s a) ae 
Gu aa ue 'y q za 7 Petes] 
ay any y d =~ y ober t aw caqry £ ‘yas, 


Bayt | Gil oi Fa bisdas Pret ds ig ecads >, ae Opto? gett aay) 
| pees oh ete ore cesar grid giv nell 
- é ‘3 ae. Ae, J x 


aiVais i 


APPENDIX IV 


REVISED BUDGET REQUEST FORM 
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CITY OF HAMILTON 
ZERO BASE BUDGET DECISION UNIT SUMMARY 


ES ER EE 


DEPARTMENT NAME 
DESCRIPTION OF PURPOSE/OPERATIONS/RESULTS 


RECOMMENDED CHANGES TO CURRENT OPERATIONS 


© 


Soon 
es 

RESOURCES 1978 ae ee PKG = 

EXPENDITURES 

~ Salaries & Benefits 

New Equipment ao (16) a3 

Other 


Management 
Supervisory 
Professional Gs) (©) 
Clerical & Steno 
Hourly 
Temporary - Staff 

- Hourly 

idee | er ees 


Va 


PERSONNEL (F.T.E.'s) (CECT. EB. 8) 


Totals 


COMMENTS : 


Rau Rye el 


Date 
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CITY OF HAMILTON 
BUDGET DECISION UNIT SUMMARY 


Provide general descriptive information about a specific decision unit. 


TITLE 
Department Code 


Activity Code 


Object Codes 
Decision Unit I.D,. 


Decision Unit 


Department 


Budget Year 
Task Force Number 


Computer Program Input Code 


Description of Purpose/ 
Operations/Results 


Recommended Changes to 
Current Operation 


Expenditures - 1978 


Salaries and Benefits 


New/Additional Equipment Costs 


Other 
Cumulative: $&% 
Totals 

1978 Personnel 
Personnel (F.T.E.'s) 
No. & % 


Cumulative: 


Comments 


Signature 


COMMENTS 
4 Digit department code, 


2 Digit accounting code that identifies the activity to which the package 
is generally related. e.g. 0 3. 


Leave blank. 
Assign a unique letter of the alphabet to a specific Decision Unit. 


Brief name identifying decision unit and distinguishing it from other units. 
Cele GAL De ECOL. 


Record the name of the department for which the decision package is being 
submitted. 


Year for which decision unit prepared, e.g. 79. 
Indicate the number of the task force that will review this budget request. 


Leave blank. 
CODES: 


To be filled in by treasury only. 
N - New decision unit 

R - Revision 

D - Delete 


Describe the key purpose(s) of the decision unit and the methods used to 
achieve them. Describe also the outputs, services, or end results to be 
attained in the budget year. The results should be quantified and clearly 
related to the purpose of the unit. It may be easier to fill in this 
section once the remainder of the form (pages 1 & 2) has been completed. 


Describe any changes that are proposed in the operation of the decision unit 
in the coming year compared with the current year. These could consist of, 
for example, mechanizing a manual system, or consolidating functions to 
reduce staff requirements. Indicate the reason why the change is recommended 
add the savings and benefits to be achieved. 


Indicate the total estimated 1978 expenditures for each item in this decision 
unit. These amounts should be taken from and the total expenditures balanced 
to the budget worksheets. 


Total salaries and benefits for budget year for each level of service or 
decision package assuming the level of service or effort was achieved for the 
budget year. 


Represents new, non-capital equipment costs associated with each package, A 
separate worksheet is provided for listing the details supporting this amount. 


Represents the total dollars in all expense classes other than salaries and 
benefits, and new equipment costs, that are associated with each package, 
reported on the same basis as salaries and benefits. 


Record the cumulative costs of salaries and benefits, new equipment, other 
costs and totals for each incremental package and the percentages that the 
cumulative amounts represent in relation to 1978 estimates. 


Total of 13, 14 and 15. 
Indicate the total staff in each category in the 1978 estimates for this unit. 


List the number of positions in full-time equivalent work years (e.g. 5.2), by 
organization level, required to support each package, Show part-time 
separately. 


Indicate the cumulative number of staff resulting from the approval of this 
package and note the percentage this represents in relation to 1978 staff 
levels, 


Describe any key interrelationships with other departments and/or decision 
units. Identify policy issues arising from the review of this decision unit. 
Also note any constraints or impediments the department head faces in effecting 
changes that he/she would like to make, 


The signature of the department head and the date the document was prepared 
should be completed, 


_ 
if 
eS dle 
ry Am @ pl mJ y ne} 
rar fia yy tS _ 
7 a 
t Te Aik 
a? 
fy So 
. 
i j 
7 ~ 
' 
yg » 
° ; v«@ ohAty whe 
‘a ® ty - 
a - ¢ 
44 
ee 7 ag 
‘ * ee oe 
. oe? 0a 
i nd 
‘ —_ 
1 - - 
a “* 
4 
=i -_ 
a | Ape 
7 = 
4 oy xl} —& % 
( 
i ‘ 
aye 
ri Syape 
Mi 
wh ao ar wep , 
¥ ve %¢ P a2 a) oye 
; > ia@ ’ we ° @ §@.6e i 5 
= ° / 
7 } i : 
. i i 6 26 7Q Gewesy tt? une 7 
sa a) eis im ime 
Pa ? WwW epee) ’ : 
' 1 


‘ t 
L@ Apel @ 74 «lane pti egg’ OM va ees y : 
» *e ih wih # “¥  Niigye Pe ee 
Drews ged | Reyer WERE UR Lia 


1 eed efit Al. wr ieose ” 


‘ é 
m ‘ | 
t a déieahalh oy 
* . . 
} ety “: je @ ‘ ee 94 @ oe ae - 
A%4F bi @ natd Din vee win wee fies meh ‘eds ouipe is oe 7 ; 
i ; ye ae 
: 5 » 7 n; : 
oe F on 


ene sie) gis ws \heg OR hag? meee goed. Aide od idwwnd ‘Ade Goemed rey 

Mite “mys ta® Nise Be ae lg ove Lolahiw bares: kre 
ep aelbatsn ms Ste Seutiegih ot) apiecihotia iy a 
; * 7 ait oo a ten 


SHUNSVAN WVeOOUd 
QVOTl WHOM/FONVWNOA Ad 


=) 
3 
n 
Q 
w 
WH 
wo 
ie) 


@) BEE @) 
AUO 
*THART NOISNVdXd | (THAR INTYUND) : LNANAYONI ANZ *THATT WOWINIW 


-aLVd *A@d CadVdaad *NOILOUS NOILLVZINVOYO > LOIWULSIG/NOISIAIC > LNAWLYV dad 


LINA NOISIOaa 
Ed sos ee | ee ae] NOILWMIVAS THAR SOIAWAS 
a) | SHDVAOVd LINN NOISIO9G La9anq asva OUazZ 
NOLTINVH dO ALIO 


Uy, 


rage Car, aZeq 


10 


ibs 


TITLE 


Decision Unit I.D. 


Department 


Division/District 


Organization Section 


Prepared By 
Date 


Package Title 


Code 


Describe 


Justify 


Performance Measures 
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CITY OF HAMILTON 


ZERO BASE BUDGET DECISION PACKAGES 


SERVICE LEVEL EVALUATION 
ChOsMeMsEaNe Eas: 
Same as Keys 1, 2, 3 & 4 described on page 2 of this appendix. 


Record the name of the department for which the decision unit 
is being submitted. 


If the decision unit is related to a specific sub-unit of a 
district or division, enter the name. Otherwise leave blank. 


Indicate the organizational section or group over which the 
person cited in '5' is responsible. 


Signature of individual who prepared the document. 
Date decision unit prepared. 


Record a brief package title which relates to the services 
described in the package. 


Enter the alphabetic letter assigned to this decision unit. 


For each decision package describe clearly what the package 
contains in terms of the specific services it covers, the 
resources required and the quantified results it will produce. 


Each package, or service level should reflect a distinct 
funding alternative. 


Explain why the expenditure required for this package is 
worthwhile for the City to fund. You may wish to describe 
why the methods used in the package are the best, to identify 
other benefits such as dollar savings and/or revenues, and to 
indicate what is lost if the package is disapproved. 


Describe the performance measures used to indicate the 
productivity of groups, individuals or programs. The measures 
should be quantified and relate specifically to the key 
activities, services, or outputs achieved in the package. 

They also should be cumulative for each decision package above 
the minimum level. 
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CITY OF HAMILTON 
ZERO BASE BUDGETING 


REVIEW OF TASK FORCE TRANSMITTAL MEMORANDA 


The twenty-three departments and three independent boards were arranged 
for coverage by five Task Forces for purposes of budget submission reviews. 
Task Forces covered: Administration; Independent Boards; Recreation and 
Community Services; Engineering, Maintenance and Protection; and Financial. 
The Financial Task Force reviewed non-operating financial items such as 
grants, pension funds, and reserves. 


The Task Forces were established to perform an in-depth review and 
evaluation of budget submissions by elected and appointed officials. 
The key objectives of the Task Forces were to 


® gain an understanding of departmental budget requests, 


a ensure each decision package was cost-effective and that a funding 
decision could be made for each one, 


@ rank all packages in each Task Force in order of funding priority, 
and 
e to recommend a funding level to the Co-ordinating Committee for 


their consideration. 


Deliberations by the Task Forces were recorded in the minutes of each of 
the meetings. Final recommendations and budgeting issues were then 
recorded in a transmittal memorandum and forwarded to the Co-ordinating 
Committee. Highlights of some of these key issues are outlined in the 
following pages. 
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ASSESSMENT OF TASK FORCE TRANSMITTAL MEMORANDA 
TASK FORCE: ADMINISTRATION 
Legislative Treasury Purchasing Airport 
COMPOSITION: City Clerk Solicitor Personnel Real Estate 


FUNDING: REQUESTED - $ 6,600,330 RECOMMENDED - $ 6,365,240 DIFFERENCE - $ 235,090 


rr 


The key issues identified by the Task Force within each budget submission are 
included below. 


A. Legislative & City Clerk 


= Review the utilization of stenographic services within the Department and 
across City Hall to ensure optimum use is made of these services. 


- Charge for services to outside organizations on a full cost basis. 
B. Treasury 


- Investigate reduction in tax billing frequency. 


- Assess computer operations to identify broader operational alternatives 
and to ensure computer system utilization in related organizations in the 
Region is optimized. 


(Gy Solicitor 


- Establish a system for costing legal files. 


De Purchasing 


- Implement inventory control program to reduce carrying costs and bulk 
purchase prices. 


- Revise stores hours and establish a routine delivery schedule. 
E. Real Estate 


- Assess feasibility of cataloguing and sale of surplus property by outside 
resources or part-time staff. 
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ASSESSMENT OF TASK FORCE TRANSMITTAL MEMORANDA 


TASK FORCE: INDEPENDENT BOARDS 


COMPOSITION: Hamilton Place, Hamilton Public Library and the Parking Authority 


FUNDING: REQUESTED - $ 5,991,240 RECOMMENDED - $ 4,973,010 DIFFERENCE - $ 


ESOL S230 


General 


Costs of 16 packages (6 for Hamilton Place and 10 for the Parking Authority) 
fully covered by revenues other than the City's contribution, were reduced 
to O and not ranked. 


Other package costs were reduced by the appropriate revenues. 
Hamilton Place 
Review rates charged for meeting rooms to bring them in line with community 
rates. 
Assess utilization of temporary boiler and boiler room. 


Expansion package for additional security approved. 


Parking Authority 


Evaluate parking fees to bring all lots in line with private competition. 
(Rates were recently increased by the Authority.) 


Expansion package for a parking entrance sign approved. 


Library 


Specify costs savings which would result from closing facilities for one 
day per week. 


Break expansion package dealing with collection acquisition in two: one 
for acquisition and the other representing implementation of automated 
inventory file. 
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ASSESSMENT OF TASK FORCE TRANSMITTAL MEMORANDA 
TASK FORCE: RECREATION AND COMMUNITY SERVICES 
Recreation 
COMPOSITION: Parks Cemetery Community Development Historic Sites 
FUNDING: REQUESTED - $ 9,197,350 RECOMMENDED - $ 8,583,610 DIFFERENCE - $ 613,740 


General 


A study be conducted to prepare for the allocation of all program 
activities, including Ivor Wynn stadium, to the Recreation Department. 


All costs for maintenance performed for Recreation & Parks to be managed 
within the Property maintenance budget. 


Recreation 


Management training programs proposed by Recreation be considered for 
all departments. 


Allocate maintenance costs to facilitate evaluation of operations on a 
full cost basis. 


Cemetery 


Costs for St. Georges cemetery not included since the takeover of this 
facility not defined. 


Community Development 


Evaluate programs to determine allocation of resources, investment 
payback and resulting future costs. 


Historic Sites 


Review the organization to evaluate alternative means of reducing costs. 


Parks 


Review organizational objectives with a view to consolidating all 
horticultural and grass cutting activities in one department. 


Staff reductions were recommended on the basis implementing work 
standards; further savings are anticipated through proposed 
organizational changes. 


Allocate programming aspects of Ivor Wynn stadium to the Recreation 
Department. 
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ASSESSMENT OF TASK FORCE TRANSMITTAL MEMORANDA 
TASK FORCE: ENGINEERING, MAINTENANCE AND PROTECTION 
Architect Fire Property Engineering & Coordination 
COMPOSITION: Building Lrattic Streets & Sanitation Jackson Square 


FUNDING: REQUESTED - $30,654,140 RECOMMENDED - $29,207,930 DIFFERENCE - $1,446,210 


Architect 


Recommend use of contracted architectural draftsmen as required rather 
than employ 2 draftsmen, 1 on a full-time basis. 


B. Building 


Recommend review licensing requirements and not approve additional funds 
in light of pending legislation regarding municipalities’ role in licensing. 


- Assess feasibility of controlling all inspections done by the City within 
one department, 


= Assess feasibility of administering community development loan programs 
within one department. 


To ensure confidentiality in the administrative process, recommend the 
division chief, personal secretary and a new executive officer be placed 
outside the union. 


Study the implications of eliminating the position of a lieutenant as chief 
mechanic and integrate mechanical repairs operations with the Central Garage. 


- Categorize building types, assess alternative frequency of inspections by 
type and determine effect on inspection staffing requirements. 


dupa tec 


Develop a standard costing system for allocation of costs to the Region. 


“ One current level package for "Counts Studies" was not recommended for 
funding due to reduced work load caused by the transfer of several roads 
to the Region. 


Ee Property 


All building maintenance costs were incorporated in this budget for 1978; 
these costs should then be allocated to the various departments for 
purposes of evaluating total operating costs. 


- Reduce cleaning of City Hall to 3 times per week and save about $38,000 
per year. 


Close Gore Park Lavatory - 1978 savings of about $55,000. 


- Secure outside assistance to implement a formal maintenance planning 
and control system. 


Contd. 


= = es aes a I 
Aen, Caer ee angie Re 
ryt Pos aa | 
i < . ° ~ 1" 4 
j Piny i 
‘ i “VM Y Ger see lp tye 
‘ S é 4 sb a de 
‘~ 
; a J 
; t 
' 
? ( a 
4 9 ” band = al 
1 a aA Ge 
t il 
+ ‘> b a 


. ett, gh ted rami 


io) on » ti ee 


rue ayia 39, 


te Soe 


e paris a | pee 
ayia ale bas 


2 iN) 


APPENDIX VI 
Page 6 


ASSESSMENT OF TASK FORCE TRANSMITTAL MEMORANDA 
TASK FORCE: ENGINEERING, MAINTENANCE AND PROTECTION (Continued) 


COMPOSITION: 


FUNDING: REQUESTED - $ RECOMMENDED - $ DIFFERENCE - $ 


Streets & Sanitation 


Additional funding of $400,000 for snow control not approved pending review 
and recommendations by the Co-ordinating Committee. 


Recommend evaluation study be conducted on the integration of all 
horticultural and related maintenance activities (currently performed by 
Streets & Sanitation, Parks and Cemetery departments) into one department. 


Continue road surface treatment program in 1978 and consider funding the 
reconstruction program from the Capital Budget in 1979. 


Recommend accelerating wing plow purchases from 2 to 5 per year; 2 from 
current funds and 3 from capital budget. 


By changing the ratio of asphalt to concrete in sidewalk repairs from 

1 to 3 to 1 to 1, a one year savings of $200,000 can be achieved. This 

point was raised by the consultants but was not forwarded to the Co-ordinating 
Committee by the Task Force. 


Engineering & Coordinator, Jackson Square 


w 


- Determine cost savings that would result from transferring the processing 
of applications for catch basin installations and city boulevard parking 
to the Building & Traffic departments respectively. 


Negotiate cost sharing for street lighting with the Region and identify 
potential recoveries. 


Reduce staffing by 8 people by end March 1978, in light of the responsibility 
for Regional roads having been transferred to the Region. 
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ASSESSMENT OF TASK FORCE TRANSMITTAL MEMORANDA 
TASK FORCE: FINANCIAL 
COMPOSITION: Grants Provisions Financial Expenditures Contingencies & Committees 


FUNDING: REQUESTED - $ 23,873,560 RECOMMENDED - $20,821,660 DIFFERENCE - $ 


350515900 


The transmittal memorandum forwarded to the Co-ordinating Committee did not relate 
the issues discussed and specific funding changes recommended by the Task Force. 
It simply noted the total recommended funding level. Some minor changes in the 


package and rearrangement of priorities were, however, recorded in the minutes of 
the Task Force meeting. 
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RECOMMENDATIONS AS A RESULT OF ZERO BASE BUDGETING 
IN 1978 FROM THE BOARD OF CONTROL TO CITY COUNCIL 
a CONTROL TO Clit COUNCLL 


Architect 


1, That the City Architect be permitted to use temporary draftsmen from the 
Technical Services Company as required, instead of making an appointment 
to the present vacancy in the Department. That the present Draftsman I 
position be reviewed to assess the need for its ongoing status, 


Building 


1. It is recommended that the Board of Control review the present licensing 
policy in view of proposed legislation to remove the right to collect fees 
by local municipalities and that additional funds requested for this 
function not be approved, 


2. That the Board of Control request the Administrative Committee and the 
related Department Heads to review the inspection procedures of various 
departments to ascertain whether all inspectors can be controlled by one 
department, i.e. Property Standards, Fire, Engineering, etc. This 
assignment to be completed by September 1, 1978. 


3. That the Planning and Development Committee review with the four departments 


involved, the loan procedures for the NIP, RHAP and OHRP programs to establish 
wnether one department should administer the entire function - currently four 


departments are involved - Building, Community Development, Treasury and 
Planning. This assignment is to be completed by June Ly LU Ret 


4, That the Board of Control be requested to contact the proper governmental 
agencies to receive authority to use documents on microfilm for use in 
courts of law in order that old records, now on microfilm may be safely 
disposed of. Mr. K. A. Rouff, City Solicitor, is being requested to 
submit a report to the Board of Control by March 30, 1978 on his 
recommendations. 


City Glerk’s 


1. That consideration be given to holding Standing Committee meetings during 
the day for purposes of economy and that Mr. E. A. Simpson, City Clerk, be 
requested to estimate the savings to be gained and complete his report by 
SUM oO 1S. 


2. That the City Clerk be requested to submit a report to the Board of Control 
on the following by June 1, 1978: 


(a) the managment of his staff relating to quantity of work 
to be requested by individual Council members; 

(b) co-ordination of his own secretarial staff with the 
secretaries of the Board of Control and Council; 
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City Clerk's - Continued 


2. (c) to review the possibility of pooling secretarial staff for 
the City Hall. 


(d) charges to the Region for use of the Service Department 
be made on a full cost basis. 


3. That the City Clerk be requested to revise the days and hours of operation 
of the two public washrooms at Central Market and to monitor the results 
of this move, and to report the cost Saving by March 31, 1978. 


Cemetery 


1. Action will be taken to transfer the responsibility for the operation of 
the Cemetery Department to the Streets and Sanitation Department by 
April 30, 1978. . 


Engineering 


1. That the method of apportioning the Central Utilities Plant costs in 
1978 be changed by the City Engineer to an actual use basis. The 
non-allocatable costs, represented by the delay in the construction 
of the office tower and convention centre, be shown in a separate 
account for purposes of evaluation. It should be noted the final budget 
reflects the proper apportioning of the cost, 


2. That the Engineering Department review the present policy of sidewalk 
repairs presently divided into four Categories, AC 6, Cand Dito 
determine the optimum conditions under which concrete and asphalt are 


to be applied, e.g. - increasing the proportion of asphalt used could 
save 200 thousand dollars. This study is to be completed by September 205 
1978. 


3. That the responsibility for taking applications for installation of 
catchbasins and the parking in City boulevards be transferred to the 
Building Department and the Traffic Department respectively, from the 
Engineering Department, and that the Engineering Department compile a 
report for Board of Control on the resultant cost Savings, if any, by 
the lst of June 1978. 


4, That the Engineering Department undertake a review of the lighting on 
all Mountain Accesses and City streets to assess the wide variation in 
light intensity between one section and another, and to evaluate the 
possibility of standardizing lighting intensity at a reduced level, 
This review is to include a cost benefit analysis anc be completed 
by June 1, 1978. 


5. That the Engineering Department of the City co-ordinate inspections of 
joint projects, where possible, with the Regional inspectors to reduce 
any duplication of effort for inspection of services, roads, sidewalks, etc. 
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P Be 
Engineering - Continued mach 


6. That the staffing quota of the Engineering Department be reduced 
by eight positions on or before March 31, 1978, and the City will 
attempt tc arrange for the transfer of these persons to the 
Regional Engineering Department, 


Fi 

1. That Mr. A. F. Gillespie be requested through the Fire and Licence 
Committee to undertake a study to ascertain the possibility of 
reclassifying management positions in the Fire Department to a non- 
union status by June 30, 1978. 


2. That support be given to the reclassification of the position of stenographer 
to secretary as a non-union position, as being requested by the Fire Chief 
to the Personnel Committee, 


3. That if a position of Executive Officer, as third in command, is created 
in the Fire Department, it should be a non-union position. 


4, That personnel matters of the Fire Department be administered and reviewed 
by the Personnel Committee and the Fire Department, rather than only by the 
Fire and Legislation Committee. 


5. That a study be undertaken by the Fire Chief and the Director of Street 
Services regarding the integration of mechanical repairs for the Fire 
Mechanical Unit with Central Garage and that this study, including estimated 
cost savings, be completed by May 31, 1978. 


6. That the terms of reference for the Depreciation Committee for major repairs 
be expanded to include funding inspection and repairs of aerial ladders, 


7. That a review be undertaken by the Fire Department concerning the present 
policy of placing incapacitated firefighters in the Prevention Unit to 
perform inspections and consider the alternative of a disability pension 
for those employees who are unable to adequately perform any duties within 
the department, 


8. That additional firefighters not be employed until the Administration Unit 
has had an opportunity to review the possible deletion of certain union 
positions. 


9. That the Fire Department examine the frequency of inspections of various 
types of buildings with a view to determining by September 30 197 G or 
possible implementation by year end, the possible savings if different 
building categories and inspection freauencies were established. 


Historic Sites 
1. That the Administrator of Dundurn Castle be requested to prepare a report 


on the use of volunteers rather than the use of paid guides by September 30, 
1978. 
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Legal 


1. That a report be prepared for the Board of Control by June 1, 1978, 
“by the Legal Department, which will outline a mechanism for recording 
and costing the time spent on v.:~ious assignments in the Legal Department. 


Motorized Vehicles and Repair (City Garage) 


1. The City Garage prepare a budget using the Zero Base Budgeting concept, 
which has been omitted to date, and the results of this study be presented 
to the Board of Control by September 30, 1978. 


Parks 


1. That the schedule of golf club fees for 1978 be increased, where possible, 
and that these increases be implemented as soon as possible to offset 
increased costs. 


2. That action be taken to transfer all horticultural services provided by the 
City, including repairs and maintenance of equipment to the Streets and 
Sanitation Department. i.e. Srass, flowers, gardening, Erees, setc. apy 
April 3071978. 


Seosiiat the total responsibility of all recreational facilities such as golf 
courses, winter sports, etc., be transferred to the Recreation Department 
by April 30, 1978. 


4. That the Real Estate Department assume responsibility for all rented houses 
in the Parks and Recreation Departments and that this responsibility would 
include property taxes, repairs and maintenance, and the establishment of 
the appropriate rental rates to be charged. Responsibility to be assumed 
by April 30, 1978. 


5. That the Treasury Department be requested to conduct a cost study on the 
Mum Show by year end. 


6. That a plan be established by the Director of Recreation and Director of 
Local Planning through the Parks and Recreation Committee and the Planning 
and Development Committee, based on program and facility need for the 
development of new parks by September B06 1978. 


7. (That the Board of Control will clarify the City's commitment to the Board 
of Education with regard to the type of running track to be conscructed 
an the Bobby Kerr Park. The track should be for practice purposes only 
and costs limited accordingly. 


8. That a study of Ivor Wynne Stadium be undertaken by the Director of Recreation 
the Director of Streets and Sanitation, and the Property Superintendent to 
consider the recreation program and maintenance aspects for the Stadium and - 
to develop an overall administrative plan. This study is to be completed by 
September 30, 1978. 


> 


: one 
' ve” i hy ; @ ae 
arate mt 


’ he a 


es Le eee 


4 ’ asaney 1 U, oe wd ‘edbialai he 
j ‘ d yo hee «vA py a4 d agi ] y ye ut 
ape aR” gate Sta 2 


rhe 


i | se i | mit Lhgn thorn 
is red ae rbeac 


LE len +aee 
ovina 


~ Page 5 - APPENDIX VII 
Page 5. 


Parks - Continued 


9. That responsibility for repairs to Parks and Recreation equipment be 
transferred to the Central Garage and the cost of major repairs be 
considered by the Depreciation Committee as a charge to the Provision 
for Major Repairs account. 


Personnel 


1. That the Personnel Director be requested to contact Mohawk College and 
enquire whether the College would be in a position to conduct management 
training courses on City Hall premises, two or three times a year, at a 
reduced cost. This report is to be completed by June 1, 1978. 


2. That while the expansion package for the Personnel Department, relating 
to the hiring of a staff member to co-ordinate alcohol and drug programs, 
etc., is not being recommended for funding in 1978, it is proposed the 
Personnel Director compile the necessary information by September 30, 
1978, as to the type of program which may be most appropriate for the Citys 
Fire Chief L. G. Saltmarsh will also forward to Mr. J. R. Jones the relevant 
alcohol and drug policy compiled by the Fire Department. 


In addition, it was decided that the Mayor should discuss this matter with’ 
City Department Heads in an effort to determine the extent of the City's 
responsibility. 


Property Maintenance 


1, That the Board of Control request the Property Maintenance Superintendent 
to undertake a review of the overall cost of major repairs required for 
Ivor Wynne Stadium by September 30, 1978. 


2. That the after business hours cleaning of City Hall be reduced from five 
times a week to three times a week, and that the staff be reduced accordingly 


and that the Property Maintenance Superintendent implement this program by 
Prarenu ol 975. 


3. That an outside study for planning and control of maintenance should be 
undertaken with a view to implementing a comprehensive preventative maintenance 
System to control work and overtime. The Board of Control will instruct the 
Property Maintenance Superintendent to prepare a report by April 1, 1978 as 
to how this study should be undertaken. 


Purchasing 

1. That the Director of Purchases review the purchasing stores business hours 
to determine what reduction in hours will be feasible to determine the 
feasibility of reducing the stores inventory and to initiate bulk purchasing 
of certain items and report his findings to the Board of Control by 
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Real Estate 


1. That the Real Estate Department compile a list of small pieces of land 
with the view to initiate a sale of such property in order to save City 
expenses and to yield some capital return. It is further recommended 
that such properties should be placed on co-operative listing with outside 
real estate agents and outside consultants on a basis to be fairly 
apportioned and that the estimated market value be increased by 10% to 
cover such costs. This report to be conpleted and submitted by July 1, 1978. 


Recreation 


1, That a study be completed by September 30, 1978, for the Board of Control 
by the Recreation Department to determine the actual operating costs of 
Ivor Wynne Stadium and the King's Forest and Chedoke operations. 


2. That consideration be given by the Director of Recreation to consolidating 
the Senior Citizens program, presently provided by the Library Board, with 
those programs available through the Recreation Department, by September 30 
1978. 


> 


3. That the Recreation Department will assume the responsibility for all 
recreational programs presently under the control of the Parks Department, 
DygApri leo, 19/5. 


Streets and Sanitation 


1. That the Streets and Sanitation Department review lease-purchase arrangements 
with Leasing Companies to determine if such arrangements are feasible. This 
LepomtelomLo Demsiubaitted: to7 the: Board of Control by June’ 1) 1978, 


2. That the Streets and Sanitation Department review the possibility of 
combining horticultural and maintenance services performed by Streets 
and Sanitation, Parks and Cemetery, for possible integration as one 
unit, identifying cost saving and report to the Board of Control by 
Apr sO, 1978, 


3. That the Beautification costs - Trillium Awards, etc., be funded for 
1975 and a report be prepared for Board of Control by the Traffie and 
Engineering Committee by September 1, 1978. 


4. That the Traffic and Engineering Comnittee report on the road surface 
treatment program to be continued in 1978, and if successful, to consider 
the adoption of this procedure for reconstruction projects proposed by 
thesCatye Engineer for 1979. Tais report, to, be completed by October 1, 1978. 


5. That the street sweeping program suggested for reduction by the Task 
Force be retained at its current level in view of the environmental 
problems which may result by the reduction in this service. 


6. That the Board of Control undertake a study for the Streets and Sanitation 
Department to determine the conditions under which emergency work will be 
undertaken at the request of a Department or Council Member. The purpose 
of this recommendation is to develop a planned program for handling emergency 
conditions, if this is possible, and ensure the formal planning system is 
only interrupted by real emergency requests that could not otherwise have 
been foreseen. This study to be completed by September 30, 1978. 
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Streets and Sanitation - Continued 


7. That consideration will be given by the Board of Control to changing 
the title of the Streets and Sanitation Department. Examples for 
consideration are Public Works, Public Services, Operations Department, 
etc. 

Traffic 

1, That the costing system of the Traffic Depar'ment be redefined and 
a study undertaken by Treasury to be completed for review by Board 
of Control by September 30, 1978. 

2. That the Tratfic Commissioner review with Mr. Dalton Drew of the 


Engineering Department a policy for the conservation of energy and 
submit a report to the Traffic and Engineering Committee by April 30, 
1978. 


The Traffic Department report to the Board of Control on the action 

to be taken to reduce the present backlog of six weeks for implementing 
by-laws and the maintenance work with respect to stop bars and crosswalks 
by, septemver 30, 1978. 


Treasury 


ee 


That the Treasury Department prepare a report for the Board of Control 
by June 30, 1978, regarding the economic advantages to using five 
instalments compared to using fewer instalments for the collection of 
taxes. 


That in view of the acquisition of a computer with increased capacity 

in 1978, that governmental and quasi-govermmental agencies be contacted 
by the Treasury Department to ask if they would be interested in the 
purchase of computer services at specified rates. A report as to whether 
other agencies are interested and the cost savings to be effected to be 
submitted by September 30, 1978. 


The request by the Region for expanded computer services involves a 
number of changes to systems involving personnel, payroll, and general . 
ledger. The Commissioner of Finance of the Region has contacted the 
City soLricialiy to commence with the study. 


Controller J. A. Bethune, as Chairman of the Regional Finance Committee, 
was requested to review the matter with Regional officials and report 
back to the Board of Control by April 30, 1978. 


That the Treasury Department continue to negotiate for the transfer of 
the cost of street lighting on Regional Roads to the Region, but that 
no change be proposed in the 1978 budget for this item. 
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freasury - Continued 


5. That the Director of Personnel undertake a study to compare the 
Salaries being paid Systems and Programming personnel in the 
Treasury Department with similar positions in the Pomme. 
This report to be completed by May 31, 1978. 


Independent Boards 


Hamilton Place 


1. That Hamilton Place management report to the Board of Control by 
March 30, 1978, regarding the rates charged in the North Annex 
related to expenses to judge their feasibility and relationship 
with the Community and, in addition, to outline the utilization 
and disposition of the temporary boiler and the room in which it is 
located, 


Library 


1. That the Library management review the closing hours of the Libraries 
throughout the City with a view of convenient one-day closings, to be 
implemented throughout the City and complete the report by September B0e 
NS 


Zeeetioaces50,000 be provided in the 1978 Estimates and $50,000 in the 
1979 Estimates for the purpose of providing funds for the Library 
in preparation for the move to the new premises. 


Parking Authority 


1. That the Board of Control write to the Parking Authority requesting 
information concerning its present rates relative to private operations 
to determine the adequacy of the rate structure in the present market 
conditions, For the information of Council, this report has been 
completed. 


General 
1. That employees of the City be encouraged to take their vacations in 


off-peak periods, and that any request from a Department Head for 
extra help during vacation periods be restricted. 


February 17, 1978 
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